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To determine if budgeting methods and techniques within CIA are
sournd and socurate, as simplified as fessible, and if Budget and
Fiscal operations have heen separated to the maximum degree possible.

Disgusalon

1. It iz apsumed by the Mansgement 5taff that a1l parties who
will read this report of the survey are awere that CIA has had & good
tudget program, accomplished by capabls people. Therefors, the survey
was initiated in an attempt to determine any possible additional opera-
tions improvement and simplification omitting sny reference to the
already existing zood points.

2. In an cffort to achieve maximum simplicity, the following for-
mat will be used under the heading of Findings and Recormend:ztions,

a. Problam and present procedurse.
b, Recommended sclution.
S. ‘otion taken.

Findi nge and Recomrendations

Item 1.

Problem and present procedure, & complete position control card
{ndex lc¢ 1s ms!nﬁha Ty the dudget Staff, ‘any uses of this
f1le were offered in justificstion for its existence. However,
only iwo of its uses appear to be lustifiusble.

4. As a means for computing man~years for budgetary planning,
preparation and reporting,

b. As a check that only one position is filled at & time,
The latter point is not in terms of personnel position control,
but rather %o w«ssure that though three persornel actions may be
i8:5ued for one specific position due to attrition, Buuget's
position control card is designed to show what portion of the
man~ysur sech encumbent spent in the position,
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Recommended golution. That, if pousible, the Parsonna}gmvision

pouition eontro adjusted to provide whatever information is

necessary Lo the Budpet Stuwff, or transfer to Machine fccounting.

(%ot to be abolished until new concept is proven usable, )

dotion taken, Wethod being studied jointly by Budget Staff and
Personnoy Division to transfer function to Hachine Accounting.

Ttem 2.

Problem and present proce In one ceve examined, funds were
Licsatol 7 - bosis of withholding 25 per cent

of the amount intended. In this case, it sppears that even further
restrictions were pliced on the sctivity by reducing the quarterly
allotments. In this partioular case, 1t may be that the problem

Wis generated because furxls were not kllocuted by Congress, until
after the fiscal year began. Nonetheless, there uppsars that a
larger contingency was maintained by the Budget Staff than was
necessary which required many changes in allotments, At this point,
it would scem CTA should assume that the Agenoy supervisory personnal
are ospable of operuting the orfices and setivities entrusied to therm.

Resomrended solution. That &ll activities be advised of the total
amount reserved Lor them in order that they may be able to adesuately
plan future operations,

Action taken. The Budget Ufficer stated that the sbove is their plen,
and 1t wWould be implermented with the new fiscal year.

Ttem 3,

AY present when ‘dvice of Allotment
i , tal of the yearly amount allocated
is indioated in the f£irst column, and then the quarterly amounts
sre indicatod on & cumulative basis; hence, s $100,000 is not
divided into four equsl amounts which total £100,000, but 1is shown
a8 825,000, 350,000, 475,000, and $100,000. Ais this appears to
create additional work for the Fiscal Cffice, and no good purpose
hus been offered in rebuttsl, it would ssem advissble to ghi&nge the
syoten,

Recommended solution. That yearly allotment be sot up in divided
quarterly amounts. This yearly amount may be divided into four
equal &mounts, which will total the whole amount allotied or in any
reasonable sums to equal the total, This allocation snould be
determined between the Dudget Staff and the activity converned.

|

Acticn takens The Twiget Staffl indicuted that they would toke
oorrective action effective the first of the now fiscal year,
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Item L.

Problem and gyesmnt. procedure, Form Ko, 34~12 is an advice of

The amount of money 680h olllce has expended. This form indicates
obiigations, unliquidated obligations, and total oblizations,

ant indicatss the amount spent by symbol. ~“hile this method

in very helpful to the Budget peraonnel, it would seem the
operator receives meager information, and is left no alternative
bt tc engage in extensive aritiusstic to determine uncbligated
balances, Further, by advice of allotment the operator is 4cld
only two figures, the totul amount allocated tor (1, personnel
service, and 02 thru 09 ~ "all other™. Iiiowsver, the ¥Yors Ho.
3«12 indichtes amounts obligated by ites, but does not indicate
uncbligatod balance. This problem is part of an overall probles
ap to whether sctivities should be advised of allotments by
specific symbols, or whether the system of lump sum allotnents

is the Lest for CIi. Inasmuch as & ®trisl run” has been inutituted
in the Budget Office so that they muy determine which system lis
the bettsr, the Harsgement ~ffice will withhold its inwestigation
until & later date.

Recommended solution. That the Form No, 34=12 be considered for
10088 1EnlNg, Dot that no &oticn can be taken until & debermination
can be made in the Budget Office &8 to which system of allotment
control will be used, However, the Mansgement 0ffice would
recommend that for most offices, Form Ko. 34=12 should not be
issued more often than quartserly.

sction taken. ‘fotion pending.

Them s-

Probles and present procedura. Fomm Ho., %-12 discussed above

8 prepared by ihe lsce ce, and sutmitted to the Budget
sta?f and thence to the operator. This would seem &n unnecessary
step.

recommended solution. That the Form No. 34-12 when prepured by
YIscarl Do pubmitied dirsctly %o the sctivities sc that questions
that may arise could be directed to either the Fisosl Qffice,
or the Rudget Staff, The form can be prepared in an agdditional
copy, ¥hich copy will be sent to the Budget Stafl directly.

‘gtion taken, Dudret and Fiscal will study and submit the recommen—
dation.

Item 6,

Problem end present edure. In the past, most Budyeil presenta-
TIons have been 'Iaat-mgnuﬂe Push affuirs, In all fairness generally
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a good deal of this was beyond the control of the Hudget Stalf.
However, it creates & considerabls herdehip on the opsrating
activities, prevents adequate planning and undoubtedly makes
for fallagious budget plasning. Much of this has alresdy been
correated,

Recommended sclution. While this comment is somewhat extensive,
tie Yollowing iteme would contribute toward the improvement of
this problems

a. The issuance of comprehensive administrative instructions
to set forth the concept of RBudget and inherent problems, certain
definitions, legal requirements znd requirements necessary to
sutisfy the Bureau of the Budpet and Congress.

b. To engaze in a program of "good publiclty* sc that cperating
activities have & better understanding of Ludpeting and budset
problems, sc thet they will be in & position to coopsrute. (Either
tirough the orientation program, or specially called conferences.)

te A0t as & gource of adviee for the cperating sctivities
and matlters which may require projest review action.

d. Promote bhudset consclousness in the operating activities
which will assist the overall Agency budyet program a&s well as
the opereting uetivity iteslf,

¢. Assure that calls for estimates are in possession of the
oparating offices at lwesl vix weeks prior to ths due date.
{(#lresdy plenned)

f. Conduci Agency budget hearings prior to fimal estimate
preparation. (ilready planned) '

iotion taken. Yost of this program is under way and should ve
completed in the nesr future.

Ttew 7.

Problem énd present procedure. Fatimates which must be sutmitied
' ) eview Corsmittee ars normally prepared by the
operating activity and submitied directly to the *R3, snd while
the Budget Of7icer 1s & member of this Commities, it would appear
that he would be attending the meetings under scumewhat of &
hardicap. 8 the Agency Budget officer, it would appesar more
feasible if he were permitted to review &ll such projects prior
to the Committss aczetings,

Lo 14 -
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Recommended solution. That one copy of all requesis for frcjects
Review Ds submilied to the Budget 0fficer at lesst 2 hours in
advance of the Cormittee meoting in order that budgetary implice-
tions oan be examined and the Commitiee sccurately and propsrly
advised 4% the meeting in regard to the ststus of funds.

igtion talen, Discussed with the General Counsel who agreed that

) B 18 generally the case, he will endeavor tc assure advance

notice to the Budret Officer in &1l cases. Proposed changes to
fiministrative Instruction No.[  |re being drafted,

Tten G,

Problem and present srocedurs. hen funds are recelved eash
Tacal Tear & form 1s prepared and submitted to every operating
activity indicating the amount of money &llooated. Fcr every
change male in the allotment an entirsly new form wmust be
prepured, copying a1l old figures over, showing changes, eta,
Tnis would appsar %o be an unnecessary workload for Budget Starf,

Resommended solution. It 1s reconmendsd that when the originsl
Idvice of Lliciment is granted, it should be yrantad as & yearly
sheet, and changes nade thereaftor be made by a changs slip (new
form to be designed). U-on the receipt of & chenge slip, each
office concerned wuld correct the items effected and post new
totala.

Action taken, Deing considered Ly Budget.

¥4s cel laneous

ynder this heading we would like to presant items of genersl interest

with and without recommendationy
1. Recomuended that u general study of object and sub-ot juet
slagsification be mede to determine if our budgeting system would
patisfy two needs:
2. Buresu of Dudget requirements, and

b, Irovide cost sccounting by I'M mechines which will
satisfy any logical or reascnable request from any source.

men this study is made, it is recomsended thst all field
stutions be considersd and the pattern astablished to tuke the field
stations inte considerations.

- b -
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2. 7% & matter of vying relationships of the ‘@nsgement and
Budget Stuffs xore closely together, & aystem hag heen devieed beitween
the Budget Officer and the Mansgement fficer whereby the budget
anklyste will sctually engage i Management activities in the follow-
up phase of every Menagenent survey whether major or mimkZ. This
aystem wlll be effeoted by providing the budget analyst of greatest
concern (through the Budget Officer) a copy of every Management
recomnendation when they sre aporoved in the Executive's office.

‘he budget anelyst will then act am & Vanugenent & ent to detemine
that the jro.ram a8 approved has been or is being implemented.

“his will provide the budget analyst with a broader Agency knowledge,
will assist the operating office in its budgeting, and will assist
the Yanagement program 4in sarrying cut its mission. Hormally, these
activities will be held strictly to administrative nanagemert, /8
it is frequently impossivle to divorce administrative nanagenent
from operations, coordination with COAPS will be automatic at any
tima an operational matter 1s involved.

3. *ttached hereto 1s vab 7, Stutement of Functions for the
Budget Staff. Functional statements for the anulyst and other
- personnel of the office will be written by the Budget Officer and
submitted to the sanagement . taif,

L. Attached as Tab B is & list of proposed procedural changes
and problems which are currently under consideration or have baen
concurred in and are being implementsd which this office will examine
at a leter date to determine the degree of success of implementation,
liaragement hes wrnotated Teb B as to degree of achievement as of the
date of this rasort,

Concluaions

It 18 recommended that no T/0 change be considersd or s«ffected at
this time. However, shortly «fter the beginning of the new fiscal
year in July, the Mensgement Sta'f will re-survey those porticns of
the Budget “taff whic: ure left undecided irn this report. Further
by thal date, certain IN¥ processes may heve been established in
the Budget Staff, and av thuat time & finel report will be written
which will include any T/0 adjustment which might be considered best.

(signed)
| | 25X1A9A

Approved For Release 2003/01IZ4%555EA99%P%9%§§3?_5»1}5 \



